Major George W. Yeakey, U.S. Army, Retired

This article examines the effect of the recently updated U.S. Army Field
Manual 22-100,Army Leadership, on situational leadership theory. It re-
views the development of adaptive leadership models and theory and con-
siders how refinements in situational leadership theory might affect com-
bat leaders in today’s contemporary operating environment.

DAPTIVE LEADERSHIP in today’'s Army  The Army has pursued the idea of adaptive lead-

is increasingly important with technological ership since the formation of the Continental Army.
changes and the force-structure downsizing that dlecause organization, control, discipline, and team-
military services are experiencing. Adaptive leadwork were lacking, General George Washington
ership is necessary in today’s complex and ambiggought the aid of Baron Frederich von Steuben, a
ous military environment. Technology and the availformer Prussian staff officer of Frederick the Great,
ability and flow of information contribute to a very to write drill movements and regulations to instill
fluid operational situatiohUS Army Field Manual discipline in “an Army of several thousand half-
(FM) 22-100,Army Leadershiphas added transac- starved, wretched men in ragsftom the begin-
tional and transformational leadership styles of dining of U.S. military psychology almost 100 years
recting, participating, and delegatihgihese styles ago, there has been a preoccupation with predict-
add to the leader’s arsenal of leadership styles thiay effective military behavior, particularly in lead-
can be used to shape behavior, emotions, and thes. Most of the early military classification and
organizational climate. qualification tests sought to predict behavior under

FM 22-100 stresses that leaders must be able ttle common assumption that certain ideal behavior

adjust their leadership style to the situation as welllould inevitably lead to highly desirable perfor-
as to the people being led. Leaders are not limitedance as a leader.
to one style in a given situation and, with the na- Military leaders must make use of the studies and
ture of the battlefield today and tomorrow, beinchistories of military units and figures, and not re-
able to adapt appropriate styles will influence solpeat mistakes of the padteaders should learn from
diers’ success. Technigues from different styles atbe past and focusn issues that concern soldiers
used to motivate people and accomplish the missiosimultaneously with mission accomplishment. Lead-
A leader’s judgment, intelligence, cultural aware-ership effectiveness cannot be overemphasized in
ness, and self-control “play major roles in helpindeader development and training, especially leader
you choose the proper style and the appropriate teaffectiveness in combat. Military leadership studies
niques for the task at hand.” must focus on military leadership instead of man-
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agement. Behaviors of corporate managerial lea
ers do not correlate directly to the behaviors of miliffijifftary leadership studies

tary leaders although the correlation has been agmust focus on military leadership
sumed in military leader development programs

Modern military training for combat leaders tendsills’ga” of Illallﬂyglllelll, Behaviors of
to stress the managerial functions of the officer anGOFNOIALE Managerial leaders do not
his abilities to manage materiel and personnel. Thiggrrelate directly to the behaviors of
managerial training generally receives greater enymifitary leaders although the corre-
phasis than tactics. Jation has been assumed in military

Military leaders are different from leaders in othe
types of organizations because they are appointe,lfa”g’ development programs,
and not emergefitThe military leader’s authority
to lead derives from the Constitution. If he cannot T.O. Jacobs contends that battlefield leaders must
pull his followers by force of character, he can pusknow the dynamics of Army rules to meet chal-
them by force of law. Military leadership is essendenges and produce untried solutions. The leader
tially autocratic and operates in a wheel rather thamust continuously seek alternatives to apply to new
an all-channel communication net. The flow of comsituations. Leaders at lower levels must have more
munication, or essential information, is between theitiative and foresight and decreased sensitivity to
leader and his subordinates rather than among adink differences. This shifts the leader’s focus from
the members of his group. The wheel net, thougtvho is right to what is right, an adaptive view that
no doubt gratifying to autocratic leaders, produceselies on information to meet technical challenges.
more errors, slower solutions, and reduced gratifikeaders all levels must possess higher technical
cation to the group than does the more democrat@mpetence and have the ability to apply that ex-
all-channel net. Effective leaders are able to adjugtertise while maintaining cohesive urits.
communication flow by adapting situationally ap- Because of stress in the military environment,
propriate leadership styles. leaders must generate high unit cohesion before

In light of these considerations, military leader-hostilities begin. Leaders must be able to operate
ship has been effective. The military leader, like angutonomously, building respect and values for main-
other leader, has two roles: the task specialist andining the purpose and will of their units in com-
the social specialist. His primary concern is tdat. They need greater flexibility and adaptability
achieve the group’s goal of defeating an enemy ito deal with surprise. Units must be able to operate
combat. For such a role, being likable is a less-imexpediently to meet the challenge of unanticipated
portant trait than being more active, more intelligentevents. Flexibility must be a unit norm and an indi-
or better informed than his followers. As a sociavidual characteristic. Also, units must have the op-
specialist, a leader's main function is preservingortunity to train in unfamiliar situations, to learn
good personal relations within the group, maintainfrom mistakes, and to learn the process of thorough
ing morale, and keeping the group intact. In a milithinking so that the initial shock of combat stress
tary environment, the functions of a successful sadoes not cause cognitive freezing.
cial specialist prevent mutiny and reduce such Leaders must have the capacity to create a climate
symptoms of low morale such as absenteeism, déer more junior leaders that permits rational risk-
sertion, malingering, and crime. The social functiortaking. The climate must foster training, coaching,
achieves cohesion as a team or unit. The ideal miland developing subordinate leadérshe increas-
tary leader combines excellence as a task specialisg level of sophistication in military hardware, tac-
with an equal flair for social or heroic leadership. tics, and technigues require the military leader to em-

Predictors of successful combat leadership inpower the subordinate to take on more complex tasks
clude having first-level leadership experience, timavith fewer resourcéd.The leader must be aware of
in the unit, unit relationships, job knowledge, andoower and politics, which previously halieen a
the concomitant securityf knowing the right thing prerequisite for only the most senior leadtrs.
to do. All these lead to the confidence required to Early opportunities for varied responsibilities sup-
perform well under threatening conditicnSocial  port leader development in the Army, and the Army
support is more important for successful and effeaoes this better than any other institution, especially
tive leadership at lower levels than at higher onesmong junior and noncommissioned officers
The characteristics that earmark the effective comNCOs). However, the private sector left the Army
bat leader may not be the same as those that idésehind in the use of developmental feedback from
tify the appointed leadét. peers and subordinatés.
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I orship characteristics on the future battlefield and the
To improve leadershipy, magnitude of their implications for soldiers, com-
one must define an effective leader manders, and for the Army as amganization. The

= model includes enviranental and organizational
An effective leader should be sorme- factors (macrocontingency factors); those situational

0”9_‘7”0 exercises ’fﬂlls_ﬂﬂﬂﬂllﬂl factors specific to a unit, task and individual
leadership and puts leadership theory (microcontingency factors); and a range of indi-
into practice. There must be a focys  Vidual and unit effectiveness outcomes. The model
o SSIGCHing Programs Ml idBmlly =<5 e Sctona) vraties mpactng eac
personal leadership traits related to Y . '
leader effectiveness, Staionalleadership Theory |
Paul Hersey and Kenneth H. Blanchard's Situ-

Leaders can improve by combining conceptuational Leadership Theory (SLT) has been used by
training, developmental feedback, an environmerthe military services for years in leader training and
for continuous learning, a performance appraisalevelopment? It includes dynamics of the heuris-
system that attends to both development and seldis model and addresses the needs of military lead-
tion, and a system of promoting leaders based ers? SLT emphasizes the combination of task and
more than written reports. This combination hasocial specialist, and active situational leadership
proven effective in the private sector but is deficienversus managemeftSLT also addresses leader-
in developing military leaders in the field. ship style and performance issées.

To improve leadership, one must define an effec- All military services have based the tenets of lead-
tive leader. An effective leader should be someonership on the SLT leadership moéeDuring the
who exercises transactional leadership and puf©70s and 1980s, the Army used SLT and the
leadership theory into practi¢eThere must be a leadership effectiveness and adaptability description
focus on selecting programs that identify personahstruments as leader development tools for orga-
leadership traits related to leader effectiveness. Thizational effectiveness staff officers. The U.S. Air
concept of leadership that most consistently matchéorce uses the model in most of its leadership train-
the military ideal seems to emphasize transformang for officers and NCOs.
tional leadership training. Although Hersey and Blanchard’s SLT and Hunt

The common themes of military leadership trainand Blair's heuristic model have utility in leader-
ing are a focus on contingency leadership principleship training, David D. Van Fleet and Gary Yukl
followership that precedes leadership activities, leadvarn, “great care should be taken when attempting
ership experiences combined with feedback, an® generalize any leadership theory developed for
formal classroom training designed to provide thdusiness organizations or military. To be useful
theoretical basis for leadership experiences. A vawithin military organizations, a leadership theory
riety of empirical studies have demonstrated thanust have been demonstrated to fit those organiza-
transformational leadership augments or suppldions.”” The same holds true about generalizing
ments transactional leadership, and training in that
area would be a beneficial addition to leadership

training programs’ Leadershipand
Personal traits, attitudes, values, and past experi: Managerial Behavior
. . Macro Contingency Leader Behavior
ence influence leadership style and performance, Z "~ Managerial Behavior

Situational factors and the ability and motivation of /  temational Environment
one’s followers also influence leadership style an¢: Societal Environment

. Task Envi Individual and
performance. A leader must correctly assess sit OarZanirz]:tirg:gI]%]otntext Unit Outcomes
ational factors and adapt the most appropriate a =  organizational Structure Individual Effectiveness

. . . . Unit Effectiveness
effective leadership style for that situation. A leade and Design

must also augment transactional leadership beha| Organizational Processes

. 3 . . . . H R . .
ior with transformational behavior to impact his fol- | " jar e Microcontingency Factors

L, Management . o
lowers S|gn|f|cantly? Group/Unit Chalralctenstlcs
. . . . Task Characteristics
~James Hunt and John Blair describe in their heu- Subordinate Characteristics
ristic model the elements that impact today’s mili- Leader Characteristics

tary leader$® As shown in Figure 1, the model is
designed to promotenderstanding of the key lead-  Figure 1. Heuristic Model of Leadership (Hunt and Blair, 1985)
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across military organizations, such
as drill and nondrill situations and
combat and noncombat situations,
as well as combat and administra-
tive or support units. Other caveats
include the distinction among sea,
land, and air services, and unit size
or organizational level. Four military
studies—two combat and two non-
combat settings—using a taxonomy
of 23 leadershipehaviors, revealed
that “it was evident that the relative
importance of different leader be-
haviors depended to a great extent
on the nature of the situatiof®”
The 1990 FM 22-100 contained the
principles of SLT and the situational
factors of the leader, the led, the situ-
ation, and communication which
indicates the appropriateness of the
military setting for testing SLT and its
inclusion as a model in leadership
training?

SLT was derived from the Life

Cycle Theory of Leadership to de- = -
velop a conceptual framework to pin- /e miilitary leader, like any other leader,

point key situational variables. It uses i2$ fwo roles: the task specialist and the social
as its basic data a leader's daily per-gpapjafist. Mis primary concern is o achieve the

copon and observaton o S . grpu' gual ofdeleating an anemy in combat

theory was designed for the prac- 0’;”0”3’0!0, ﬂﬁlllyllﬂa_ﬂlﬂlsﬂlﬁfSllll_ﬂﬂflﬂlll
titioner’s use. lrait than _ﬂﬁllly more active, more intelligent,
In SLT, leader/follower relation- gy lyetter informed than his followers.
ships are not necessarily hierarchical.
Any reference to leader or follower implies poten4o take responsibility; individuals who are willing
tial leader and potential follower. The concepts aréut not able to take responsibility; individuals who
intended to apply regardless of attempts to influencare able but not willing to take responsibility; and
a subordinate’s behavior, the boss, an associatetrese who are both willing and able to take respon-
friend, or relative. sibility. The highest maturity level is the last com-
Current SLT defines maturity as the capacity tdination. In terms of task-relevant maturity, Hersey
set high but attainable goals (achievement motivaand Blanchard emphasize job maturity as the abil-
tion), willingness and ability to take responsibility, ity and technical knowledge to do the task and psy-
and education and experience of the individual or ehological maturity as self-confidence and self-
group. These variables of maturity relate only to aespect. The theory “focuses on the appropriateness
specific task to be performé&tPeople are more or or effectiveness of leadership styles according to the
less mature in relation to a specific task, functiontask-relevant maturity of the follower¥"Hersey
or objective that a leader wants to accomplish. Inand Blanchard illustrate this cycle with a bell-shaped
dividuals in the group are not necessarily at the sanaeirve going through the four leadership quadrants
maturity level. The differences between educatiowf the effectiveness dimension of the tridimensional
and experience are minimal, with education beingeader effectiveness model.
learned in a formal classroom and experience The situational leadership model rests on two
learned on the job. concepts: one, that leader effectiveness results from
Responsibility has dual factors of willingness andising a behavioral style that is appropriate to the
ability. There are four combinations of these twademands of the environment; and two, that leader
factors: individuals who are neither willing nor ableeffectiveness depends on learning to diagnose that

)
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FM 22-100 states that “effective leaders are flexibile enough to
adjust their leadersihin style and techniques to the people they lead. Some
Subordinates respond best to coaxing, suggestions, or gentle prodding: others
need, and even want at times, the verlial equivalent of a Kick in the pants.”

environment® Diagnosing the environment is the leader is using the appropriate style will be perfor-
first of the three competencies of leadership. mance or results.
Adapting to the environment with the appropriate A major criticism of SLT has been its definition
leadership style and communicating that style t@f maturity®® In more recent SLT models, follower
subordinates are the other two leader competencigsaturity is replaced with follower readiness. Like
Environmental variables, except job demandsnaturity, readiness is defined as the “extent to which
have two major components: style and expectationa.follower demonstrates the ability and willingness
Style is defined as consistent behavior the leadéo accomplish a specific task"Other than the
uses when working with and through other peoplezhange in terminology, the components of readiness
as perceived by those people. Expectations are dead maturity are basically the same.
fined as the perceptions of appropriate behavior for In the 1996 edition oManagement of Orga-
one’s own role or the roles of others within the ornizational Behavior: Utilizing Human Resources
ganization. Expectations define what individuals irthe continuum of follower readiness is expanded
organizations should do in various circumstance® include behavioral indicators of the four readi-
and how they think others—supervisors, peers, antess level& This is yet another tool to assess the
followers—should act in their positiofts. ability and competence, or motivation, of followers
Appropriate leadership style is determined by thendoffers the leader clues to diagnose the situa-
leader’s assessment of an individual’'s maturity leveion correctly.
relative to the task at hand. Once the leader identi- The expanded situational leadership model in
fies the maturity level, he can identify the approprifigure 2 shows the relationship of leader behav-
ate leadership style (the curve determines the apprior or style to subordinate readiness. The model
priate leadership style). Fundamental to the theolso offers pertinent definitiori&In practical ap-
is the leader’s ability to adjust his style to meet th@lications ofthe model, a leader’'s number one er-
maturity of the followers. The indication that theror is incorrectly diagnosing a person who is inse-
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cure or apprehensive as being unmotivét#till-  evidence of SLT's effectivene®sThe results of that
ingness is the combination of confidencem-  research support the utility of the managerial devel-
mitment, and motivation. Ability is the knowledge, opment theory in Gumpert and Hambleton’s re-
experience, and demonstrated skill thatfille search. Managers trained in SLT do better under
lower brings to the task and is based on an actuebnditions of change than managers who are not.
display of ability. Leaders should not select a lead- Hersey, Blanchard, and Johnson write that the
ership style by assuming what the followers shoultyasic principles of the model have not changed since
know. the theory’s inception in the 1960s, and there is even
In situational leadership, the follower determinegyreater emphasis recently on the task or the activ-
the appropriate leader behavior. Situational leadeity the leader is attempting to impdeSLT is not
ship attempts to “improve the odds that manageiss much about leadership as about meeting follower
will be able to become effective and successfuheeds. This task-specific focus of the model is the
leaders.®A leader’s effectiveness depends on thg@rimary reason that the followers’ maturity gives
person’s or group’s readiness level. In the expandetlay to task the followers’ readiness.
situational leadership model, the leader diagnoses Although the model is still evolving and Hersey
the level of readiness, adapts the appropriate highnd Blanchard continue to collaborate on refining
probability leadership style, and communicates th&LT, they went their separate ways in 1979. Hersey
style to influence behavior effectively. The leaderstill calls his model SLT, using the concepts and
helps the follower grow in readiness by adjustinglescriptors discussed here. Blanchard and his as-
leadership behavior through the four styles along theociates call their version of the model SLTII, and
leadership curve. The leader accomplishes thithey focus more on developing groups and teams.
growth in readiness by reinforcing suc-
cessive approximations of the desirec
behavior. The style is appropriate only
as far as the followers are protiue. 1
Change may occur in the maturity Leader-Made Decision

Hgn LLeader Behavior

Decision Styles

The leader makes several decisions it FO"OWEF'sze Decision
determining the appropriate leadership g oer-made becision
style. The first is the objective and the| with leader encouragement
individual or group activities that the
leader wants to influence. The next is de-

level of the follower, new technology 9 x
may be introduced ithe organization, | Leader-Made Decision | 5=
or a structural change may occur requir{  with dialogue and/ Eé
ing the leader to move backward on the or explanation S
curve to provide the appropriate level 3 25
. . o=z

of support and direction. Leader and g5
A<

T

o

4
Follower-Made Decision

TASK BEHAVIOR

termining the group’s readiness level, (Low) (Guidance) (High)

followed by determining the appropriate

leadership style. The leader th - St 52 53 54

eadership style. The leader then as i . - .
elling Selling Participating Delegating

sesses results and reassesses the accom- Guiding Explaining  Encouraging  Observing

pllshment of objectlves and determines Directing Clarifying Collaborating Monitoring

if further Ieadership imdicated. If there Establishing ~ Persuading ~ Committing Fulfilling

is a gap betweeexpected performance .

and actual performance, then additional Follower Readiness

leadership interventions are in order anc
the cycle is repeated. Tasks, readiness,
and results are dynamic, and leadership

is a full-time jOb. Able and Willing | Able but Unwilling | Unable but Willing | Unable and Unwilling
various groups and organizations (Confident) (Insecure) (Confident) (Insecure)

have used SLT for more than 25 years.

More than one million leaders receive

SLT training annually. Hersey, Blanch-

ard, and Johnson use the research of Figure 2. Expanded Situational Leadership Model

R.A. Gumpert and R.K. Hambleton as (Hersey, Blanchard, and Johnson, 1996)
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tween subordinate and superior relationships where
Al military services fave the superior is responsible for developing subor-

i dinate’s maturity. The study uses a 360-degree
based the tenets ol leadership on evaluation of the perceptions of leader effectiveness

the SIT leadership model. During the .. .o ot - '
provides an organizational leadership effective-
a”’”y{gg Iﬂal;”” ;eggl-_f”, gl;égll'%g :::: :;5 nefs average or composite that is correlated with the
outcome measures.
adaptability description instruments Feedback on the leader’s effectiveness is provided

. with self, peer, and subordinate as well as superior
as leader-development lools for evaluations. The military services use this type of

0I'yﬂllilﬂliﬂll_ﬂl effective stalf 0ﬁl,'0l_$ feedback for leader training in academic settings but
The US. Air Force uses the model il not in the field or fleet.

most of its leadership training for In a study at the U.S. Naval Academy, anony-
officers and NCOS. ™Mous feedback provided to upperclassmen resulted
in lower discrepancies between self-ratings and sub-
Maturity and readiness in SLTII are labeled deve|ordin_ate ratings of transformational leadership and
opment (D1, D2, D3, and D4). Those stages of dd1s improved subsequent leader performéhce.
velopment are orientation, dissatisfaction, resolutiorl-€adership performance is improved through edu-
and production. Individual growth goes from the encation and experience. Feedback from followers,
thusiastic beginner, to the disillusioned learner, t§€€rs, and superiorsimportant to improve lead-
the capable but cautious performer, and finally t&rShip performance. o _
the self-directed achiever. Leadership styles, which Leadership effectiveness and its impact on unit
move the followers from the stages of developingnorale and cohesion are assessed in this study as
to developed, are directing (S1); coaching (S2); suph Outcome measure using a job description index
porting (S3); and delegating (S4). The piptes of (JDI) and an organizational climate survey. The

SLT are otherwise used the same in SETII. Army does not routinely use climate surveys, al-
N o though it frequently collects data on equipment and
Mllrtary Appllcailons financial readines3he absence of a parallel report-

Hersey and Blanchard’s 1969 theory is practicaihg emphasis on the state of the human element rel-
and easy to understand, but its widespread use cadigates that aspect of combat readiness to a second-
for in-depth empirical testing to determine its validityary positiorf
as a tool for leaders to impact an organization and The data showthat the outcome measures em-
people in the organization. The theory’s principleployed indicate that the leadership is performing
have been studied in various organizations, froreffectively and that satisfaction with supervision, the
corporations to schools to churches, but there is littieb, and the organization is high. Leaders consider-
literature on military use. Using a military sampleing the readiness or maturity level of subordinates
to test the theory would extend the body of knowlare employing the appropriate leadership style.
edge on SLT and leadership research in general amtiese trends seem to support SLT, but statistical
test the model using a different organizatfon. tests indicate otherwise. Given leadership effective-

In a recent study conducted in a U.S. Army Naness in this situation, the leaders are unable to ad-
tional Guard air assault battalion, the premises gist their styles to developmentally improve the
the theory were supported although statistical supeadiness of the unit. The predominant leadership
port of the model's primary assertions were not sugstyle in the organization is style 2 (sell). The adapt-
ported®**The study tested Hersey and Blanchard'sbility score indicates adaptability of leaders to use
1996 SLT in a military population using the instru-situationally appropriate leadership styles. The
ments developed for the theory. This study is sigadaptability score in this example shows that lead-
nificant because it uses the military environment t@rs in this organization do not vary their style ap-
test SLT by using a research design that incorpgropriately to the readiness levels of the follower.
rates leadership effectiveness and adaptability de- Readiness scores indicate a relatively high readi-
scriptions (LEAD) and readiness scale instrumentsess among respondents. The score is above the
originally developed for SLT. The design uses thdevel of R3, defined as a level where subordinates
leader style/subordinate maturity match, outcomare able to complete the tasks but are not willing.
measures of performance, satisfaction with supeAlthough the best leader style in this situation is S3
vision, and job satisfaction. The military environ-(participate), the probability of success using style
ment provides a clear delineation of relationships bes2 (sell) is high while success with S4 (delegate) is
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To develop subordinates to iecome efiective leaders and operate as
cohesive teams, leaders must be adaptable in their own leadershio styles to
move foward particigative leadershis, then empower the subordinate through
delegation of authority, The ability Io recognize the importance of the leader

being active in developing the subordinates to an R4 state, where ermpowerment
I practical, is the utility of the situational leadership model,

not as high? The probability of success using S2JDI or JIG. The findings of this study verify what
with R3 in this example may explain the positiveC.F. Fernandez and Robert P. Vecchio concluded
results of outcome measures. in their research on ST The statistical techniques
Performance scores indicate a high level of pemrsed offer little supporting evidence for situational
formance corresponding to the high level of subordieadership even using LEAD and the readiness
nate readiness. The job in general (JIG) and the JRicales designed for situational leadership.
also employed in this study, indicate high job satis- = . . .
faction and satisfaction with leaders. The organizamplicationsfor Leadership Training
tional climate survey and the strength management FM 22-100 states that “effective leaders are flex-
and attrition model also indicate high-profile aver-ble enough to adjust their leadership style and tech-
ages in areas of leadership, to include NCO and ofiiques to the people they lead. Some subordinates
ficer leadership, accessibility to leaders, and unit cohgespond best to coaxing, suggestions, or gentle prod-
siveness. Time in the organization, in the same militargting; others need, and even want at times, the ver-
occupational specialty, and with the same supervistyal equivalent of a kick in the pant8.Where lead-
contributed to readiness levels and high scores on sats use style S2 (sell), subordinates are involved in
isfaction scales. Respondents were mature and wekcisionmaking to the extent that they provide in-
educated. Matching subordinate’s leadership stylormation about the decision. The decision is still
with the readiness level the results in greater leadére leader’s; however, even subordinates’ limited
effectiveness, with a subsequent increase in the outvolvement in decisionmaking gives them some
come measures of performance and satisfaction. ownership in the decision, raising their level of com-
Correlations and statistical analyses show suppamitment to it. The S2 style is appropriate for mod-
for SLT's interaction between style and readinessrately competent subordinates who support orga-
match, and performance but not with results of theizational goals. In this example, the respondents’
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I crship; or differing styles appropriate to service,
The SLIT model does a good joly  ioint, or combined leadership. _
highlighting the apuropriate leader- Leaders may not recognize situations where dif-

; ; ferent leadership styles are more appropriate or may
ship style based on follower maturity nothave the skillmiecessary to apply the appropti-

but does not 3”90”?’0”’ adar. Es.? »+«  ate behaviors where delegation or a more directive
the level at which leadersiilmis  stye is more effective. The key factor underlying
exercised:. .. combat demands; Staff SLT is the ability of the leader to adjust styles to

ii in- meet the subordinates’ maturity demands. Whether
versus operational leadersip; or or not the leader is using the appropriate styles

difter i”.y _Slylﬁsﬂﬂﬂf 0ﬂ_fiﬂlﬁ 1o ser III'L:E, should be seen in the unit’s outcorffes.
Joint, or combined leadership. FM 22-100 incorporates transformational and

transactional leadership styles in addition to the three

readiness level is R3 where subordinates are ald¢yles—directing, participating, and delegating—in
but not willing. They have the knowledge and abilthe older versioff The transformational leadership
ity to do the task but are reluctant to complete it ostyle focuses on inspiration and change and allows
their own, and feedback in task performance is sahe leader to take advantage of the skills and knowl-
licited > When the leadership style is nearly opti-edge of experienced subordinates. This style is ap-
mal, given subordinates’ readiness, a key is howropriate for the R3 and R4 readiness levels where
much better the overall outcome measures woulsubordinates are the most ready. The transactional
fare if the leader had greater flexibility to changestyle focuses on rewards and punishments. The
his style as the situation allows. The change from i@ader only evokes short-term commitment from
more directive style to one where the subordinatesubordinates. This style is not developmental, dis-
are self-sufficient is the basis of Army leadershipcourages the subordinates from risk-taking or inno-
in developing subordinates. FM 22-100 states thatation, and is only marginally appropriate for the
“in order to get their best performance, you musR1 readiness level. FM 22-100 advocates combin-
figure out what your subordinates need and whaig the two styles or using techniques from the two
they are able to do—even when they don't knovstyles to fit the situation. The intent of combining
themselves The manual goes on to say thatstyles is the same as a leader’s flexibility in using
“competent leaders mix elements of all these stylethe appropriate style of leadersFfip.
to match to the place, task and people involved. . . . Several studies have emphasized the training
If you can use only one leadership style, you're invalue of SLT. In the military environment, the ulti-
flexible and will have difficulty operating in situa- mate goal of effective leadership is to accomplish
tions where that style doesn't fitz” the mission. Subordinate leaders gain experience,

Although the data in this research does not sugknowledge, and skills to be accountable for their
port the precepts of SLT, the outcomes of perforactions as senior leaders delegate to them the au-
mance and satisfaction, given the readiness level tiority to influence. The leader’s effectiveness based
R3, indicate effectiveness of the leader in a station outcomes similar to this study can assess the
style readiness even though adaptability is low. B.Rraining value of SLT, particularly the effectiveness
Cook finds that U.S. Air Force officers agree thatlimension where leaders recognize the appropriate
they have one leadership style and are overly relieader style to use in different situations.
ant on that styl& That style is also predominantly At one time, Army recruiters filled manpower
S2. The U.S. Air Force uses SLT extensively in itheeds by focusing on high school students who
leadership training and has most adequately invedreamed of military service and a free college edu-
tigated the model's shortcomings. A 1994 reviewcation. The Army’s operational tempo has increased
of SLT by the Air University Leadership and Man-to the point that the Army is not meeting its man-
agement Program Advisory Group found that, whilgpower needs, and it cannot fill short-term needs fast
the general feeling is that the model is useful, therenough by waiting for high school seniors to gradu-
are some significant limitations. The SLT modelate. Newly recruited soldiers are being trained and
does a good job highlighting the appropriate leadassigned to operational units within months. With
ership style based on follower maturity but does naoldiers deployed to 65 different countries, the chal-
adequately address other military considerationsenge of being ready to handle these immense, con-
These include the level at which leadership is exetinuous worldwide deployments to meet operational
cised; different styles that may be required becausend strategic needs is an Army leadership priority.
of combat demands; staff versus operational leadrhe military is portrayed as overworked, underpaid,
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and underresourced. Reports have suggested fla
in the Army’s leadership as the cause. Leadefuirommental variagles. ..
development programs—or the lack thereof—anghaye fiyp major components: style

promotion systems are not up to the task of gettin ; ; -
the right people in the right jobs with the momen&”” expectations. Style is defined as

tum to effect chang®.The propensity for military consistent ﬂEIIﬂl_liﬂf ll{ﬂl the leader
service among young people has dropped, so r#S@S Wien working with and through
cruiters pitch enticements that include sizable bogffer meople, as perceived by those

nuses to attract young men and women. ii i
Following the recruiting challenge comes the re” ople. Expectations are delined as

tention challenge. Deployment burnout, doing mor- g.”g, wpliaqs of appropriate be-
with less, and the new Army culture’s lack of sup avior for one’s own role or the roles

port for family togetherness has soldiers leaving th@f oliers within the organization,

Army. With a strong economy, soldiers who leave

the service are not afraid of being jobless, and a nesways been the Army’s leader development phi-
Army program guarantees positions in major corlosophy, the basics of which are learned in one-on-
porations for recruits who complete their enlist-one situations or in small groups or teams. The criti-
ments. Retention is a morale and cohesion issueal leadership task in combat becomes motivating
both ofwhich are outcomesf effective leadershiff.  soldiers. Motivation includes morale factors, the key

Former U.S. Army Chief of Staff General Den-to which is unit cohesion. The Army does not stress
nis J. Reimer stated that “with the current leaderthe linkage among leadership, morale, and combat
ship doctrine and the tradition of leaders who trulymotivation.
care about soldiers, these challenges can turn intoSome of this morale building in a combat envi-
tomorrow’s opportunities®® Leadership is an essen- ronment is done through communication: inform-
tial element of combat power and cannot be left ting soldiers during combat of the actual situation to
chance. Leader development must be carefullslleviate fear caused by the unknothlersey and
planned and executed just like any other operatioBlanchard’s 1988 SLT includes leaders using the
Lieutenant Colonel Donald M. Craig describes appropriate leadership style relative to subordinates’
leader development model consisting of three pilreadines$ That style gradually moves to less task
lars: institutional training and education where skillsand less relationship behaviors as the subordinate
are acquired as well as knowledge to perform dutis more willing and able to complete the task. SLT
position requirements; operational assignments to retresses communicating that leadership style to the
fine the leaders’ skills, broadening his knowledgesubordinate.
and shaping behavior and skills; and self-develop- To develop subordinates to become effective
ment, where leaders grow from learning, experiencéeaders and operate as cohesive teams, leaders must
and personal stud§.This model is an amplified be adaptable in their own leadership styles to move
version of Department of the Army Pamphlettoward participative leadership, then empower the
350-58,Leader Development for America’s Arfhy  subordinate through delegation of authority. The

Important in this leader development process iability to recognize the importance of the leader
feedback from peers, subordinates, and supervisdseing active in developing the subordinates to an R4
as well as continuous self-assessment. The thorougtate, where empowerment is practical, is the util-
study of other leaders provides leaders a perspeity of the situational leadership model.
tive to analyze effectiveness and to take what works Adding transactional and transformational lead-
and incorporate it into their own self-developmentrship to directing, participating, and delegating
process. Critical leader development includes a tholeadership clarifies SLT in Army leadership. Trans-
ough understanding of subordinates’ strengthgprmational leadership is the long-term state of lead-
weaknesses, and professiay@dls.The leader must ership in Army units where the S4-R4 style/readi-
be aware of his subordinates’ readiness. ness match exists.

Colonel Maureen Leboeuf includes empower- Transactional leadership is used only short-term
ment along with formal schooling and leadershipn situations where there is no time to react to other
training in her leader development philosophy. than directive leadership. Examples of these situa-
Empowerment is one of the hardest tasks for leadions include safety and underfire issues.
ers to master becaugemeans delegating author-  Choosing to use directive leadership or delega-
ity. Delegation encourages leadership growth withirion involves more situational factors than the readi-
the organization. Leaders developing leaders hasess of the subordinates. The appropriate style
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changes as the leadership environment changesional opportunities to apply their theory.
Combat requires more unified and more autocratic Situational leadership is a popular and widely
leadership. The interaction between commanderssed model that emphasizes using more than one
and subordinate leaders is verbal and informal. Okeadership style, particularly in developing sub-
the other hand, the staff leader’s style is bureaucratizdinates in the military. It assumes that as subor-
and participative, and the interaction between staffinates gain training, experience, and guidance, they
members is written and formal. The level and typavill be better prepared to accomplish the goals of
of the organization also affect style. the organization with less leader influence. Even-
Hersey, Blanchard, and Johnson incorporate SLiuially, the subordinate will be the leader. It is a com-
in crisis leadership situations such as combat, stagflex model with complex variables. Leadership and
operations management, transformational leadeleader styles are concepts that defy definition. Fol-
ship, and performance managenférthey treat lower readiness is a multifaceted dimension that is
these all as situations where the style of leadershifficult to measure. The situational leadership
is adapted appropriately for optimal effectivenesanodel continues to be used in the military services
These authors advocate that the limitations of thas a training vehicle in virtually all formal leader-
model brought out by the military services are situship training program8.MR
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